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The area of managerial 'styles' has proved to be both controversial and
useful for discussion in the context of industrial relations. It is useful
particularly to contrast in order to understand the main managerial 'styles' in
industrial relation because the managers are important and a rapidly
expanding integral group in all industrial relations systems and societies.
In this discussion, a comparative and cross-national reference is taken
in contrasting the managerial 'style' being practised amongst nations. Thus
the elements of cultural values and ideologies are basic to the under-standing
of managerial 'styles' in industrial relations in a particular country. At the
enterprise or organization level there exist a close interlink between the
managerial strategy and style practised. It is also vital to be aware of the
constraints which have impacts on a particular managerial style choosen
which include the economic forces, politico-economic systems, socio-cultural
structures, organization structures, the role and relationship of trade unions,
employers associations, the role of government and the statutory require-
ments of a particular country with regard to contraints there arise various
differenliable 'hybrid' styles being practised today.
MANAGERIAL 'STYLES'
The main managerial 'styles' discussed in this context are under four
distintive 'styles': authoritarian, paternalist, constitutional and participative
styles. Basically these main styles refers and embodies a coherent manage-
ment approach to the problem of motivating and controlling employees, of
handling grievances and conducting relationship with organised labor and to
managerial conceptions of authority structure of the firm such as that
according to Alan Fox's 'frame of reference' which view the authoritarian
and paternalist under the 'unitarist' and the constitutional and participative
styles under the 'pluralist' frame of reference . (Refer to Figure 1).
(a) Authoritarian Style: dictatorial and directive
This style predominate and characterize the early phase of industrial-
ism, e.g. during the 19th. century industrial relations in the Western
industries. The main features of this style is that power reside with the
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Figure It Strategy, 'style* and frame of reference: The Industrial
Relations of Managers
Managerial strategic decisions in
industrial relations
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leader/manager: authority for decision-making, arbitration, control
and reward or punishment is totally vested in the leader who alone
exercise this authority. This style usually evolved around a centralised
hierarchical bureaucracy where communication is emphasized on a
verticall rather than lateral flows and the content of communication
tend to be instruction, command and orders - directive.
In this authoritarian style, supervision is 'close' and 'job-centred', i.e., it
focus tightly upon the subordinate and is concerned exclusively and
impersonally with job performance and pay no heed to the worker as a
person. In its true form, this style is found to be unstable over time
through the failure to enhance loyalty and productivity out of this
conception of master-servant relationship. It centred on domination
which usually involved threats and negative sanctions rather than
30
positive incentives with the outcome it produce just mechanical
compliance. They also gave rise to total alienation of the workers
from the management. The official response to mistakes or misjudge-
ment tend to be punitive.
This managerial style work and may be adopted in the situation where
the majority of the workforce are not well educated and the tasks consist
mainly of manual and routine jobs. It also may arise when there is high
level of unemployment or when an enterprise is facing a highly
competitive product market,
A form of this style, i.e. authoritarian but people-centred is the 'African
arbitrary paternalistic style' which is being practised in Nigeria . In the
context of the industrial relations in Nigeria, the culture of the people
such as that of the Ibo and Hausa tribes has an overriding influence in
the workplace. This pattern also resulted from the special 'father-son'
relationship in their society which is highly respected in the traditional
African setting and has established a strong influence in the workplace.
(b) Paternalist: directive but welfare-oriented
This style carries forward the tradition of responsibility and
subordination of the master-servant relationship. It operates most
stabily when: the pre-existing culture and social structure are congenial
to this type of relationship, strong labour unions do not challenge
management decision-making authority at work and when the
community docs not provide extensive welfare services.
A good example of this style in practice is that of the Japanese industrial
relations management which is commonly known as 'Benevolent
Paternalism' and exist solidly under the 'welfare corporatism' of the
Japanese enterprises . Sometimes it is also teamed as 'sophisticated
patternal pattern'. The managerial style ofjapanese industrial relations
is characterised by the heavy involvement of management in the
personal life of employee and his/her family. This style evolves largely
due to the influence of the Nco-Confucian world-view of human being
and the values ofjapanese culture which greatly cmphasicd on the
group rather than the individual. Special decision-making processes in
Japanese management of industrial relations arc based on institutio-
nalised form of traditional methods of handling inter-personal relations.
Such method reflect very different values to those of the Western and
American management.
In the Japanese system, the relationship between managerial 'style' and
the industrial relations strategy is build not only on a capacity for
decision-making, but also on the acceptance by the management of the
need to sponsor the welfare of all permanent employees (i.e. an aspect of
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lifetime employment). Also there is distintively strong believe by the
Japanese in the management/workforce as a team and that is why
always consultation between management and employees in reaching
concensus in important decision especially those related to industrial
relations matters. Other important points to note under the Japanese
managerial style are that of: seniority wage system; in-service training is
paramount in Japan, skill development is on the firm basis rather than
on individual as in the West and the general role of the workforce in
Japan whereas it is specific in the West. This Japanese model is
significantly different to the extent that the 'free-enterprise' is very
much constrained by inherent cultural features . Japanese innovative-
ness in industrial relations is facilitated by the complementary
attributes underlying security generated by the cultural homogeneity
and the collective nature of the people as a whole coupled by the system
of lifetime employment in the business enterprise.
This Japanese model is gaining popularity and few countries like South
Korea, Taiwan, Singapore and Malaysia are trying to emulate and
adopt even though not in totality of the Japanese managerial style. This
is partly due to the practices of many near-similarities of those
countries' cultures and traditions and to the strong present of Japanese
investments in those countries. Another reason why the paternalistic
style is easily acceptable in these countries are also due to the strong
present of the family/clan controlled business enterprises in the
economy, e.g. many of the Chinese-run companies in Malaysia are
under family/clan controlled basis where the feeling of responsibility
and commitment is just natural due the blood-link relationship between
the management and the workforce /employees.
(c) Constitutional Style: Negotional and based on reaching agree-
ment with the organised labour and government
There is various pattern of practice under this style amongst countries.
This is so because of the various role and the level of involvement
especially that of the government in dealing with the industrial
relations processes of a particular country. At one extreme is that of the
USSR where the wholesale market system under the socialist-planned
economy, the state through the Soviet Communist Party has the
supreme control over die business enterprise* 5. It is most common that
the management and trade unions leaders are active members of the
Communist Party. Indirectly the industrial relations systems and
disputes are negotiated and settled through the Party if not directly by
the Party. The Soviet trade unions are fully empowered to administer
the various scheme of social insurance such as sickness, maternity,
industrial injury and the factory allowance.
As for Britain, the style being practised at present is termed 'scmi-
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constitutional* style with the shifting of the view of an enterprise from
unitarist to pluralist frame of reference6. In Britain there exist active
consultation between management and trade unions under collective
bargaining with very passive governmental role. Under this managerial
style the management rule the workforce to a certain extent by
'manipulation* which involve influencing an individual behaviour less
by giving explicit instruction and more by direct techniques of group
persuasian and by emphasis on group goals. The gaining of strength of
British trade unions and the keen interest of both the Labour and
Conservative Party on the labour movement may further" strenghtcn
the position of collective bargaining in the British industrial relation
systems.
This managerial style is also widely practised in the newly-emerging
industrial countries of the Third World such as in Singapore and
Malaysia where the state are increasingly play their roles through the
various government machineries in industrial relations matters such as
the determination of wages system and structure and the settlement of
industrial disputes and grievances. In these such situation, the
management has to strike a deal with the trade unions under the
close auspices of the government. Usually under these conditions the
managers have to maneuver their actions through the various labour
and industrial relations legislations. The skills, experience and power of
persuasion of the managers arc extremely vital in order to arrive a
meaningful and acceptable agreement under the collective bargaining.
In Malaysia particularly the public sector industrial relations is built a
round a number of actors that interact through the structure
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established by the government to make demands, to negotiate, and to
consult or interface over matters which affect the well being of public
employees. The diagram below describes the general shape of the
system and the various actors .
(d) Participativei Democratic and Consultative - Involvement of
employee? in decision-making
This type of managerial style has attracted a lot of attention and
extensive discussion by the industrial relations researchers and
practitioners. This style has evolved and has its root since the early
'human-relation' movement in the 1930's which propagated the view of
an enterprise more as a 'socio-economic organism' employing
'psychological', economic and socio-political man rather than just as
'wealth producing entity' employing purely economic man.
It has been adopted widely with variable degree of participation by the
employees both in the free enterprise market economy and in the
socialist-planned market economy. The level of employee participation
cover a wide spectrum with the full direct workers participation of the
producers' cocopcratives on one extreme and the indirect participation
through collective bargaining on the other. In some instances the
employees arc even allowed to participate in the firms ownership beside
participation in decision-making. The trend today is is that of
participation through Board representation of the employees represen-
tatives such as being practised by West Germany and most of the
Scandinavian countries. This seemingly popular managerial style is
due mostly due to the aspiration of today more educated and skill
workforce e.g. the professional workers to participate in running the
firm; the gaining strength of trade unions - such as 90% of Sweden
workforce are unionised; the rapid expansion of white-collar unionism
and by the realisation of the owners and management of the importance
to instill the sense of commitment and ownership on the part of the
work-force in order to increase productivity, loyalty and innovation.
In order to have a clear picture of this participative managerial 'style'
in industrial relations, let's look briefly at the various models of this style
as described bclow:-
(i) Israeli 'Kibbutz which is based on Utopian socialism which
influence managerial style on the basis of voluntarism, face to face
interaction and direct dcmoncracy at the work place. Kibbutz
values stress the oneness of the individual and the community and
encourage the total identification of the individual with the
collectivity. In this system the workers managed on their own
and collective through workers' council.
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(ii) Self-management system of Yugoslav enterprise which aim
explicity for economic and social success in respective of net
income on the one hand and the collective welfare with personal
growth on the other - applied from the Yugoslav socialism which
emphasize its social application to ownership. Under this system
the collective is allowed to settle on its own,
(iii) Co-determination in West Germany - 'Mitbcstimmung' which
has been a managerial style since a long time where there exists a
system of formal mechanism or worker participation in manage-
ment on a corporate or of joint action of owners and union of an
industry.
(iv) Work humanization movement in Japan which have been tried
by many firms such as Sony Corporation which have tried broad
spectrum trying to aim for increased shop-floor involvement in
decision- making and improving the quality of working life
through work redesign, job enlargment, job enrichment and the
formation of autonomous work group.
Well Known 'Hybrid' Styles
(i) American managerial style which is considered more personal and
unitary in perspective employing sophisticated human-relations
and human resourcing techniques. US managers tend to exact
control and to eschew constitutional modes of decision-making
but to experiment with shop-floor participation. It partly arise
due to greater flexibility of the social ranking system in USA.
{ii) French managerial style based on the concept of individualism,
paternalism and legalism. There exist strong, high-levels of
political consciousness of organised labour.
As a summary, the diagram below shows a comparative analysis of the
main types of 'industrial democracy* which would help in further
under-standing the relationship between various actors relating to the
main managerial styles in industrial relations.
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MOST COMMON MANAGERIAL 'STYLES' IN THE NEXT DECADE
In projecting the most common managerial 'styles' in industrial
relations in the next decade must, however, involve an imaginative
extension of the present and recent trends in the context of a rapidly
changing technological, political and economic climate and some other
contingent factors that may influence the evolution of the styles.
Management in the next decade will attempt to maximise the
achievement of their general business objectives certainly not through
opposition to unions but by collaboration. With this will enable the
management to adopt an industrial relation strategy with core elements
such as: the encouragement of union membership and support for the closed
shop where appropriate; the encouragement of inter-union cooperation and
the development of joint shop steward committees; the institutionalization of
irreducible conflict; the maximization of areas of common interest; the
minimization of areas of avoidable conflict; the reduction of the power of
strategic groups and the development of effective control systems. So, the
future orientation of managerial style in industrial relations is connected with
long-term strategic policies in industrial relations; toward human relation
and employee-centred practices and de-emphasis of hierarchical distinction
which tend to facilitate a reduction in status power 'distances' within the
organisation.
From the above presumptions, it is clear that the modified forms of the
constitutional and participative of managerial 'styles' as being practised
today will be the most common styles in industrial relations in the next
decade. It is predicted that most organisations in the future will adopt the
participative style at various extent in handling their industrial relations
matters. Management in the typical-conventional organisation structure and
control have been facing a great dilemma of this type of bureaucratic
structure from the conflict between the democratic expectation of the people
and their actual share in decision-making. Workforce now and in the next
decade want a more participative democracy rather than a more repre-
sentative democracy in their organisation because they are more educated
and wcalth-off- the worker will be less worried of their economic need and
they may look towards the satisfaction for psychological needs for achieve-
ment and recognition of their competency through greater participation in
organisational activities. The advances of technology for the large scale dis-
semination of information has both reinforced and facilitated the move for
broader based participation in decision making. It is also good to note here
that the move towards worker participation insofar as it is promoted by
enterprise management may represent an attempt to divert worker's expec-
tation and trade unions activities from a singularly economic orientation.
Another interesting aspects that may feature in the next decade is the
'dcmocratization of management' - where management should allow and
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incorporate widely dispersed consultation and reciprocal information flow in
the organisation. Many Japanese business corporation, like Sony Corpora-
tion attempts to build management democracy into its employees everyday
working life, so as to enhance the overall degree of participation in
'administrative' as opposed to 'governing' decisions. It has built the
documentation of managerial prerogatives into their organisation structure,
with a view to harnessing people's 'vitality' while keeping their personalities
intact. This managerial style in industrial relations demanded effort on
creative teamwork and to put aside or destroy the static and dehumanizing
aspects of traditional organisation pattern. To achieve this, it is vital to avoid
under any circumstances the stabilization of an organisation as a vehicle for
directive management, authority and status. Under this participative
managerial style there is much greater chance for the staff to offer his/her
personal involvement and commitment; identifies with his job and the
organisation and has greater consciousness of common goals with his
colleagues and his superiors.
The indirect form of workers participation through collective
bargaining as it is in some Western countries is inadequate because it only
gives an employee limited pwoer to influence even his immediate working
conditions. It must be fully aware that participation should result from a
common desire and joint efforts of employees-and management. Direct form
of participation conveys to each worker, considered in his human dignity as a
person, the deepest feeling of fulfilment and self-accomplishment, irrespective
of the material rewards that he obtains from his work.
As for Europe for example, the general trend is to introduce employees
representative in the board of directors, with the same individual power as
shareholders representative - legal system already exists which offers that
possibility, e.g. in West Germany where the board of directors were replaced
by a 'supervisory board' which appoint a smaller 'management board'. The
supervisory board may include a proprotion of representatives of the staff/
personnel.
In some countries, especially those of the newly-industrialised Third
World nations, the constitutional style through collective bargaining will
continue to be adopted in the next decade largely due to increasing
intervention by the state; gaining strength of trade unions; more educated
and skilled workforce enter the market and the continuing impositions of
more labour and industrial relations legislations.
CONCLUSION
Managers of business and industrial organisations must take note of the
move towards participative democracy at the political level in most countries,
which further accentuates the need for institutional adaptation on all front.
Management must face the economic reality underlying the continous
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inflation plaguing the economics and the rising tide of economic expectations
that arises out of the promotion of material values and a growing
dissatisfaction with level of income distribution. Morever, parallel to this
economic floodtide, accompanying rising levels of education, is the
enhancement of the social and psychological needs for participation and
autonomy.
In order to have an effective 'style' in industrial relations managers
must be aware and understand the aspiration, expectations and motivation of
the employees under their control or supervision so as to promote stability,
productivity, involvement, loyalty, innovation, trust and mutual under-
standing and respect. This consideration is vital in any industrial relations
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